I n discussing "Mod er n Management and Mental Health," I am going to try to cover some of the more important aspects, and I will divide the subject into two parts: First, I will list and de scribe four aspects of work life that contribute directly to the encouragement of mental health and to the prevention of mental illness, and therefore greatly affect family life; second, I will suggest several programs of action that could increase productivity , improve morale, and help prevent mental illness if we were to use the principles of modern management that experience and research have taught us.
I recognize that your responsibilities for mental health vary widely and that not all mental illness is cau sed by the work environment. I al so recognize that some of the suggestions that I will make later may not be suitable or timely in all situations, but I do believe that they would be practical in a great many. I believe that far too often we are exhorted to do something and the exhortation leaves out any specific proposals for action. Research is important, of course, and w e need a great deal more research on mental health and modern management. But, we are not using now nearly enough of what is already known. This is the main point that I would like to leave with you. A much stronger bridge is needed between research and action. I served on a committee several years ago that considered the role of the work environment in productivity and job satisfaction in a large organization. In our report, we listed four aspects of a job, in addition to pay, that could be shown by management experience and research to make up nonfinancial or psychic income. They are: 1. The need to give all employees a sense of belonging to their organization; 2. The opportunity to do work that they feel to be important; 3. Adequate recognition of work well done; 4. A reasonable sense of security.
Mr . Mitchell is
I would like to spell these out somewhat. "Belonging" is helped by modern management in many ways, such as participation in employee organizations, and effective orientation programs for new employees. But one major element of "belonging" is often left out. It is very helpful if the long-range as well as the immediate goals of the organization and of the employee's particular unit are made clear and kept clear, so that he becomes and remains identified with them.
The second factor, opportunity to do constructive work, and to obtain satisfaction, will be increased by the maximum possible delegation of authority to act and of responsibility to make decisions. Good supervision, which gives support to the employees, and includes adequate consultation and contact between supervisors and subordinates, is essential. Laissez-faire supervision is not good supervision. Elimination, where possible, of non-essential work and substitution of constructive activity are also necessary. If work in one unit becomes slack, surplus employees should be lent or transferred to other units where they can do productive work. Some rotation of employees between different units, where practical, will give a deeper sense of belonging to the entire organization. Opportunity for constructive work and for new experiences are also increased through leaves of absence for special training.
"Recognition" the third factor, is sometimes difficult to give in the right way, and the right amount. The employee who works as one member of a highperforming team usually gets recognition only as a member of the group. However, the question of recognition of work well done is linked also with the promotion system. In this sense, the psychological 14 aspects of the promotion system are perhaps more important than the financial. It is essential, not only that the system embodies the principles of justice and equity, but that the employees fully understand the system. Close cooperation between management and employees is especially important in the development of promotion policy. In addition, an occasional sincere compliment from a supervisor for good work can contribute greatly to psychic income. Your own Mark Twain is quoted as saying, "A man can live on a compliment for a month."
The fourth point is a sense of security. Security depends on much more than a mere contractual status. All employees must feel that they can rely upon their leaders and that the personnel policy of their organization is sound and fair. They must feel that they are protected against arbitrary termination as long as their work is satisfactory. They must also feel that, along with their dependents, they are reasonably protected against the hazards of illness and accidents.
All of these aspects of personnel management have a bearing on mental health, and also on physical health, but many managers have failed to recognize this fact. Another fact is that the findings of educational and child psychology support those of management research; the authoritorian or too permissive teacher or parent have their counterparts in management.
I had dinner recently with a very able man that I had once worked with and who had recently changed jobs because his psychic income had dropped to almost nil, and he had become both physically and mentally ill as a consequence. His story is not unusual, and it is too long to be repeated here.
Action Programs
Now let us turn to action programs. This is a good place to refer briefly to the Brookings Institution and our Advanced Study Program.
Brookings is an independent organization devoted to nonpartisan research, education and publication in the fields of economics, government and foreign policy. The Institution is named in honor of Robert Somers Brookings, a St. Louis businessman, who devoted his later life and his fortune to education and public service.
Brookings' basic function is to serve as a national center for bringing knowledge to the aid of the American people, to assist them and their representatives in dealing effectively with public problems.
But, to return to modern management and mental health, what is being done, and what more can be done?
A great deal more is being done than is generally recognized. The program of the National Institute of Mental Health continues to expand, and much of the credit for this growth belongs to Dr. Robert Felix of St. Louis. Under his leadership the appropriations of NIMH increased from $8,666,000 to $183,288,000 in 1964. Dr. Felix's former assistant, Dr. Stanley Yolles, is now Director of NIMH and there is no doubt that the work of the Institute will continue to grow.
Local, national and international citizens' organizations in the field also continue to grow in strength and influence as the impact of mental illness on mankind is increasingly recognized.
Let us look at action by management from another aspect, the growth of science. My former colleagues at the National Science Foundation tell me that our scientific knowledge is doubling every eight years. This knowledge includes psychology and its sister behavioral sciences of psychiatry and sociology, and they are all making contributions to modern management.
It was recently pointed out in a review of the advances of psychology that (I am quoting now) "the area that psychology includes is vast. It covers the spectrum from the physical sciences, through biology, to the social sciences, and has amassed literally mountains of empirical data. If we look at the absolute number of incontrovertable facts and valid generalizations concerning behavior, or if we contemplate in what ways psychology has helped us to 'understand' human nature thus far, we are not particularly impressed. On the other hand, if we contemplate what we knew about behavior in 1880 with what we know now, the extent of our progress is quite staggering. More important, perhaps, is the fact that we have firmly brought in the scientific method where it previously was not allowed."
It is clear that actions that will help prevent mental illness are already taking place. Much more needs to be done. Statistics may not be needed for this group, but I was interested in reading recently American Association of Industrial Nurses Journal, July, 1966 that mental illness costs this country over seven billion dollars a year. I am wondering too, how many of you know about the study, done several years ago, in New York? How many read it or a summary of the findings.
Several Suggestions
1. Now, specifically, in small companies, and in large companies, in government employment at all levels, committees of managers and employees might be appointed and assigned the task of reviewing management's practices in the light of what is known about their effect on mental health, and proposing changes that should be made. Many good management texts and mental health materials are useful to such a committee.
The members of such committees should be the most respected and influential men available for the assignment, if the work of the committee is to have maximum impact. One or more members-but a minority-might be outstanding men who are now retired. 2. Professional societies and employee unions could also appoint committees of their most influential members to consider possible applications of mental health principles to their work. Outstanding men who have retired might also serve on these committees, and possibly do some of the necessary staff work for the group. 3. Interested citizens should join local, national and international mental health organizations, many of which are in serious financial straits, and as members, encourage their association to work with management and union groups in educational programs. I stress committees because, with good leadership, and a mandate to include action proposals in their report, they can be an effective instrument for change.
It is estimated that, by 1970, there will be 90,000 professionals working in the mental health field, in the United States. This is encouraging, but there will still be many decision makers in our society whose attitudes toward mental illness leave a great deal to be desired. I am afraid, too, that there are some cynics, even among the growing number of professionals in the field, those who think more of the difficulties than of the great possibilities of bridging the gap between research and action.
